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THE EFFECTIVE ADMINISTRATOR 


School 


Assistant Directors, 


What are the characteristics of an ef- 
ficient school administrator? What is 
the difference between a successful and 
an unsuccessful superintendent or prin- 
cipal? There are at least three groups 
that would like a realistic answer to 
such questions. Colleges and universi- 
ties need the guidance that the answer 
would give in advising prospective ad- 
ministrators and in providing a course 
of study for them. School boards need 
the answer as a guide in selecting per- 
sons for administrative positions. And 
administrators themselves need the an- 
swer as a basis for their self-improve- 
ment. 


The questions are not new. Neither are 
efforts to find the answers. Numerous 
lists of qualifications have been devel- 
oped by various students, authorities, 
and groups. They have been based, for 
the most part, upon observation, philo- 
sophical consideration, and surveys of 
school boards. 
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Various institutions, agencies, and 
the centers of the Cooperative Program 
in Educational Administration continue 
to seek answers that will be helpful to 
those concerned with administration. 
Various approaches are being used. Among 
them is the "critical incident techni- 
que," employed originally by Flanagan 
in job analyses and used recently by 
Sternloff in a study completed in Wis- 
consin. 


Critical Incidents in Wisconsin... 


In Sternloff's study, a critical in- 
cident was defined as "a situation in- 
volving behavior of the school adminis- 
trator which was crucial enough to 
result in marked success or failure in a 
given situation." Administrators and 
school board members who participated in 
the study were told that those conduct- 
ing the study were "interested primarily 
in incidents of major importance, where 
what the administrator did led to a high 
degree of success or a high degree of 
failure." Incidents in which there was a 
high degree of success were termed "ef- 
fective incidents" and those in which 
there was a high degree of failure were 
termed "ineffective incidents." 


Igee, for example, John E. Baker, Guide for 
School Boards in Selecting Superintendents of 
Schools, available from the Midwest Administra- 
tion Center. This is based primarily on data 
obtained from school board members. 


2Rnobert Elmer Sternloff, "The Critical Re- 
quirements for School Administrators Based upon 
an Analysis of Critical Incidents. " Unpublished 
Ph. D. dissertation, School of Edycation, Univ- 
ersity of Wisconsin, 1953. pp. 235. 
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All school administrators and school 
board members in districts operating 
high schools in the state of Wisconsin 
were asked to participate in the study. 
Of these, 179 administrators (42 per 
cent) and 260 school board members (14 
per cent) actually reported incidents. 
The school administrators described 184 
effective and 164 ineffective incidents 
involving themselves or administrators 
known personally to them. The school 
board members described 314 effective 
and 149 ineffective incidents involving 
school administrators known personally 
to them. Sternloff's data seem to indi- 
cate that the administrators described 
in these 811 incidents are representa- 
tive of all administrators in districts 
in Wisconsin having high schools insofar 
as size of school systems, administra- 
tive salaries, and age of administrators 
were concerned. 


Obviously, an administrator might be- 
have in several different ways in an in- 
cident described as one in which he was 
highly successful or unsuccessful. Thus, 
the descriptions of the 811 incidents 
yielded a total of 1,076 behaviors that 
could be classified and analyzed. 


An Effective Administrator’ s Behavior... 


Sternloff's analysis of the data he 
collected yielded what he called 128 
"critical requirements of effective 
school administrators." He defined crit- 
ical requirements as "those specific be- 
haviors which, when found in a signifi- 
cant number of instances, reflect the 
differences between success or failure 
in school administrator activities." 
Finding in this list "a certain degree 
of commonality" among the behaviors, he 
analyzed them further and developed the 
list of twenty-seven "basic general be- 
haviors of the effective school admini- 
strator" given below.® These are arranged 
in rank order with the behavior reported 
most frequently heading the list. 


1. Interprets adequately the status, 
needs, problems, policies, and plans 
of the school. 

2. Provides pertinent information con- 
cerning school problems, and sus- 
pends judgment until the pertinent 
facts have been examined. 


3. Conducts all school affairs in an 
honest, ethical, and tactful manner. 

4. Utilizes consultants and specialists 
outside the school and cooperates 
with them in solving educational 
problems. 

5. Encourages all persons who will be 
affected to participate in policy 
development, and stimulates coopera- 
tive planning. 

6. Administers discipline effectively. 

7. Deals impartially and equitably with 
all individuals and groups. 

8. Shows a sincere interest in the wel- 
fare of school personnel. 

9. Organizes citizen or parent advis- 
ory groups, and cooperates with them 
in study and solution of school 
problems. 

10. Willingly devotes extra time to im- 
portant school affairs. 

11. Thoroughly understands the important 
requirements of jobs under his 
supervision, selects and assigns 
persons according to the require- 
ments, and promotes growth of per- 
sonnel. 

12. Courageously demands that recommen- 
dations he considers necessary for 
the welfare of the school be accep- 
ted and holds to these recommenda- 
tions in the face of unjust pres- 
sures and influences, in spite of 
joepardy to his personal position. 

13. Accepts criticism gracefully. 

14. Conducts meetings and conferences 
effectively. 

15. Organizes the schools to offer com- 
munity services and provides for 
community use of school facilities. 

16. Accepts full responsibility for 
achieving the educational objectives 
of the school system. 

17. Ably defends the school, school per- 
sonnel, and himself from unwarranted 
criticism and unjust action. 

18. Safeguards the health of school per- 
sonnel and provides for their per- 
sonal safety. 

19. Sets a good example by his own per- 
sonal behavior. 

20. Encourages interested persons to vi- 
sit the schools and board meetings. 


3this list is quoted from Sternloff's dis- 
sertation, pp. 168-9. 
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21. Provides counseling and other guid- 
ance services for school personnel. 

22. Administers the budget prudently and 
keeps accurate financial records. 

23. Speaks effectively. 

24. Initiates action promptly in cases 
of emergency. 

25. Familiarizes himself with school 
board policy before making public 
statements or taking action. 

26. Identifies himself with the policies 
of the school system, and supports 
those policies. 

27. Utilizes parents, and cooperates 
with them, to solve pupil problems 
satisfactorily. 


Much of It Is Personal... 


When one examines the lists of more 
specific behaviors that the author com- 
piled from the reports of incidents sub- 
mitted by the administrators and school 
board members, he is impressed with a 
rather obvious but very important fact. 
The successful administrator is distin- 
guished from the unsuccessful by the 
kind of judgment he exercises, his ethi- 
eal and moral standards, his grasp or 
knowledge of human behavior, his emo- 
tional stability, his skills in inter- 
personal relationships, and other per- 
sonal characteristics such as courage. 
For example, an ineffective behavior 
listed frequently was that of recommend- 
ing "the rehiring of an incompetent 
staff member or one who had displayed 
personal conduct unbecoming to a teach- 
er." Another listed even more frequently 
as ineffective was that the administra- 
tor "was authoritarian and untactful by 
‘ordering’ personnel to perform tasks 
rather than appealing to their sense or 
reason." On the other hand, effective 
behaviors showed that the successful ad- 
ministrator “included staff and pupil 
personnel in school policy formation but 
guarded against those who had an ‘axe to 
grind,'" "utilized parents for consul ta- 
tion and advice toward a better solution 
of pupil personality and behavior prob- 
lems," and "provided the school board 
with adequate information and coopera- 
tion which would enable it to reach in- 
telligent solutions to problems." 


The characteristic often termed "vis- 
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ion" or "imagination" was quite appar- 
ent in some of the descriptions of be- 
havior. For example, among the effective 
behaviors described were the following: 
"Arranged to have board meetings shifted 
to various school buildings in the dis- 
trict to allow wider public attendance 
at the meetings." "Held open house in 
old building within the district to in- 
dicate the need for a new building." 
"Congratulated by personal letters the 
parents of students with good grades." 
"Organized the school to provide commun- 
ity services." 


Salary and Effectiveness... 


The study indicated that the better 
paid administrators (earning $5,000 or 
more) behaved more effectively and less 
ineffectively than administrators in the 
lower salary brackets (less than $5,000) 
in managing the fiscal and business as- 
pects of the school system and in admin- 
istering and organizing instruction and 
pupil services. The author's statistical 
analyses failed to show that this rela- 
tionship between salary and effective- 
ness could be attributed to the adminis- 
trator's maturity, level of educational 
attainment, or professional experience. 


Administrators’ Strengths and Weaknesses 


According to the study, the school ad- 
ministrators demonstrated more effective 
than ineffective behaviors in the admin- 
istration and organization of instruc- 
tion and pupil services, and in the man- 
agement of the fiscal and business 
aspects of the school system. The number 
of their effective and ineffective be- 
haviors was in almost equal proportion 
in the direction of school-community re- 
lationships. And, finally, they dis- 
played more ineffective than effective 
behaviors in administrator-school board 
relationships and in the administration 
of staff personnel. In fact, the study 
appears to indicate that of all aspects 
of their work the greatest number of 
their ineffective behaviors was in their 
staff personnel responsibilities. 


There Are Implications... 

If these findings are correct, they 
have very specific implications. Despite 
the relationship shown between salaries 


and effectiveness in fiscal, business, 
instruction, and pupil services supervi- 
sion or management, it is highly improb- 
able that immediate increases in sala- 
ries will cause wide-spread improvements 
in the behavior of the men and women oc- 
cupying administrative positions. These 
administrators need to engage in some 
sincere self-evaluation and to undertake 
in-service training as they see the need 
for it. Institutions preparing adminis- 
trators, and school boards employing the 
persons they prepare, need to consider 
the findings and ask themselves how they 


can assist the entire profession of ad- 
ministration to eliminate many of its 
present unsuccessful behaviors or prac- 
tices. It is obvious from this study and 
others that there is a critical need for 
greater emphasis on the crucial role of 
human relations in every aspect of edu- 
cational administration. The administra- 
tor's skill in developing a budget is 
necessary but his ability to work coop- 
eratively and effectively with his 
board, his staff, and his community is 
of far greater importance. 


FOR YOUR OWN PLANNING... 


1. On the basis of your experience, what changes, if any, would you make in the 
list of twenty-seven behaviors given in this article that describes the effec- 


tive school administrator? 


2. What benefits, if any, would result from discussing this 


school board? 


rticle with your 
Library 


3. If there are aspects of your work that you need to strengthen, what can you do 
to improve the quality of your performance? 


37, Illinois. 
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